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DD/S 71-3211

13 ve g7 ©

- MEMORANDUM FOR: Deputy Director for Intelligence
: Deputy Director for Plans
Deputy Director for Science and Technology
Deputy Director for Support
General Counsel ‘
Inspector General
Legislative Counsel
Director of National Estimates

SUBJECT : Control of Grade Escalation

1. The President has ‘directed a reduction in average grade in
employment under the General Schedule. Instructions are contained
in OMB Bulletin No. 72-4 attached at Tab A.

2. Attached are Agency instructions for compliance (Tab B).
Your full cooperation in this matter is essentfal,

SIGNED

Richard Helms
Director of Central Intelligence

Atts: As Stated

cc: D/PPB w/Atts
D/Pers w/Atts

DD/S:JWC:magq (12 Aug 71)
Rewritten: DCI:RH:maq (13 Aug 71)°
Distribution:
Orig - DD/I w/Atts
1 - Ea Following Adse w/Atts
1 - ER w/Atts
1 - DD/S Subject w/Atts

1 © DDGI wihss SECRE
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K - EXECUTIVE OFFICE OF THE PRESIDENT C , ‘
OFFICE OF MANAGEMENT AND BUDGET < ¢
WASHINGTON, D.C. 20303

BULLETIN NO. 72-4 - - August 5, 1971

TO THE HEADS' OF-.EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS

?ﬂasugazcr;-.cOngrql of grade escalation in the General
S ... Schedule ' - S

1. Purpose. This Bulletin establishes a plan for controlling
' “excessive grade.escalation of employment under the "General
~'”Schedgle;gwmpesg_inﬁgxqctionsﬁéhyplement»th0§e§in OMB Circular
,ﬁ3~Nb;aﬁvﬁd,'Reyisgd;fﬁpdﬁiqigﬁ_Mahaggméht Systems and Employ-

/2. :Background. Over the years there has been continuing
jﬁﬁd“incregselin‘theﬂaverage"gkade'bf employees under’ the General
**WVSchedqle,'Govepnmeqt#wide. This upwérd trend has . persisted
o -in-recent years: so that the average grade level for c¢lassi-

"+ /fied employees has risen' from 7.4 in 1968 to 7.9 in 1970.
‘“GvyBetweenvIQGQ;and»1970 the total number.of employees declined
br by nearly 12,000, but the number in grades GS-11 through
w1l GSm15 increasgd:by;lAnGOO.'”Preliﬁinarylestimatesﬂindicate
“hen that the 1971 data will also show a significant increase

wverover. 1970 in. the average grade.

‘At 1971 -salary,rates each one-tenth irncrease in the average
4 irgrade of. the General Schedule adds.$160 million to the basic
Paopayroll,. It also results in increased costs of Federal
*“ﬁﬁfEmployggs-Group,Life_Insurancé, as well as 'additional past
vV gervice liability in the'Civil Service Retirement System.

”"“Tﬁnuringgthexpasg three decades there‘'has been a gradual ine
‘i¥crease in the proportion of professional, technical and

©+ ot :managerial-employees in the Nation's labor force. The same

- % factors, that produced this trend in the total labor force

- "7 . also. have affected the grade distribution of the Federal

' - -workforce. It can be expected that technological change,

‘v %for example, will result in some grade escalation in the

. 7. Government; however, changes in the grade distribution of
.. the General Schedule since 1968 have greatly exceeded norxrmal
: trends. o '

There is considerable evidence that many Federal agencies
have failed to exercise adequate controls over their staffing
patterna £or highex level positions.. In many agencies the '
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j; number of employees in grades GS~7 and GS-9 has declined.

In view of the ample supply of new college graduates with

‘bachelor and masters degrees and the fact that Federal

salary rates are now competitive with the private sector,
increases in the population of these grades would have been

. expected,

3. Coverage. This Bulletin applies to all executive
agencies having employees paid under the General- Schedule

or whose 'salary rates are set administratively in accord

with theEGeneral Schedule.

4. Objective. The objective of this plan is to reduce,

‘Government~wide, the average grade of the General -Schedule
.. by at least == o Co ol s

1/10 by the end of FY 1972
2/10 by the end of FY 1973.

5. Reduction plans. In order to achieve the overall
objective stated above,.each agency head is asked to prepare
a plan to effect changes in the grade distribution of his :

'~ employees as follows:

a. If the average grade of the agency has increased by
0.4 or more between June 30, 1968, and June 30, 1971, the
agency plan should provide for a reduction from its June 30,
1971 average of 0.15 in FY 1972 and an additional 0.15 in -

 FY 1973.

b. If the average grade of the‘agency has increased less
than 0.4 between June 30, 1968, and June 30, 1971, the agency
plan should provide for a reduction from its June 30, 1971 -

- average of 0.1 in FY 1972 and an additional 0.1 in FY 1973.

c. If the average grade of the agency has remained level

'or'decreased between June 30, 1968, and June 30, 1971, the

agency plan should provide for a staffing pattern which will

'not exceed its June 30, 1971 average grade during the next

two fiscal years.

Agency plans for achieving the required reduction in average:
grade will be submitted to the Director of the Office of
Management and Budget on or before Septembexr 15, 1971, in.

- the format shown in attachments A and B. Plans will be

reviewed and either approved or revised in.connection with
\e‘development of the budget for FY.-1973. ..~ . . o

R ih
!

' i

\ i
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6. Guidance. It is intended that each agency shall have /
.. wide flexibility in developing a plan which will achieve the

- stated objective. Responsibility for development and imple=-
" mentation of the plan should be assigned to an appropriate
officer who will also serve as liaison with the Office of : i
Management and Budget.

Since the plan requires a specified reduction in average grade

by the end of the current fiscal year (i.e., June 30, 1972)

it would be expedient to consider the immediate imposition of -
some restrictions on the filling of vacancies, especially

those occurring in grades GS-11 through GS=-1§5. o

Specific measures which agencies may wish to consider, y
. consistent with the provisions of chapter 51 of title 5 of
U.S. Code, include: :

‘a. Careful review of all programs to determine which
low priority activities can be reduced or eliminated.

_ b. Review of the organizational structure of each unit’
- to determine if existing staffing patterns are still appro-&
priate in view of program changes. it
| b
c. Review of supervisory 1evels, with particular 3
attention to the extent of "layering®” and the need for
deputies or assistants.

~d. Evaluation of each position that becomes vacant to
determlne whether it could be eliminated orx restructured at
a lower grade. \

e. Planning of the staffing of new programs in a manner
that will tend to lower the average grade. I

f. Exploration of feasibility of using techn1c1ans where
rofessional staff is not being utilized at their full /skill

evel. j

' g. Consideration of the opportunity of eliminating
certain positions through increases in productxvxty.

. he Limiting of promotlons above the journeyman level to
~ those necessary fo fill vacancies in positions of greater
responszbllzty.

‘i. Reorganization of work so that Lt can be accomplished
wzth\lower grade employees. b : . .
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J. Strengthening of position management system as

.~ prescribed by OMB Circular A-64.

7. Reports. Agencies will prepare semi-annual reports

showing. .the number of full-time employees in each grade of
the General Schedule and the grade average (computed to four

. decimal places) for the agency as of June 30 and December 31

of each year. Grade averages will be computed by (a) multi-

; "plying each grade number by the number of full=-time employees

in the grade, (b) totaling the results so obtained, and (¢) -

~dividing the total by the number of positions involved.

Data reported should be identical with that reported to
Civil Service Commission in the Annual Report of Salary and
Wage Distribution of Federal Civilian Employees.

The first report for June 30, 1971, will be submitted to the
Director, Office of Management and Budget by August 23, 1971.
Subsequent reports will be submitted within 45 calendar days
after the date of reference.

8. Budget Guidance. Later instructions will provide for the
identification and use of savings resulting from the reduc~
tions in grade averages pursuant to this Bulletin in the
abgorption of pay raise costs in FY 1972.

9. Effective date. These instructions are effective upon
issuance of this Bulletin.

- 10. Inquiries. Inquiries should be addressed to Office of

:Managgment and Budget, phone 395-3894 (Code 103--vExt. 3894).

GEORGE P. SHULTZ
. ' DIRECTOR .

Attachménts_i
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B T S | ' ATTACHMENT A
R ‘ Bulletin No. 72«4

P | . Department of Government

'_'ﬁf ‘ Plan for Reduction of Average Grade

e \
Loy \ Number of Full-time Emplovees

" f i b Grade June 30, 1971 June 30, 1972 June 30, 1973
b = Actual ' Estlmated Estlmated

o eser o 1ot T e w3 :
S o . 410 - SRR 456 .. . i S
... 1,188 . 1,332 % Report ,
. 1,695 .~ . .. 1,674 C i estimated f
,2'144 . ' \. ’..."l“) 1'949 -"-.'_::' data |
" T et for S
Lo 1,2980 1,208 [n 07 this i
a0 1,830 0 . 2,250 0 .. date f
AR 826 © .- ... 780 o T ;
S oo 3,089 0 03,070 0 o '
AR (I 471 - 70 4l2

VOoOIN Nad N

a1t L 2,220 - 72,254 R T :
| | ‘ '.‘ 12' ."]: ’.v) . 2'543 S ! ) “ 2'449 T ‘:l ; -
Lo U137 2,353 0 o 2,333 0
L 14,708 0 0 X,639 o
o150 1,223 B N
o 16 o 224 224 o
SRR ¥ AT g4 - 0 84
SR 'f . 18 , C 30 R 30 ’
o metal 23,440 . 23,440 0Lt

. e _‘Reeuction‘;fﬂf  XXX SO f 'VP_O.lOOQV:fgfeng; -f_r. y

R ‘ ;"f*f"..-v;”I"'A-je ff “*;;~1%" el 'ﬂ
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‘f;S. Plans for increasing number of positions at grades
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ATTACHIENT o
. Bulletin No. 72«4

oo ' Department of Government

Description of Plan

- Organizational changes (examples of subjects to be

addressed).

'le Programs or act1v1txes which can be reduced or

eliminated.

- 2. - Organizational units for whxch the staffing pattern

can be changed.

RS o\ ' o ‘ ‘
' 3. -Evaluation of each position that becomes vacant to

determine whether it could be ellmxnated or restruc-
. tured at a lower grade. 4

,"H4."Posltlons to be eliminated through anreased

productivity.

- below the present average grade.

i

3. " Staff new or expanding activities so as to reduce

3‘5.;?Lower-entry levels for.selected Qccupat;ons. L

-'agency-wide average grade.

4. Identlfy employees who would qualify for 1nvoluntary.

 retirement if positions were abolished..

iiIndicate which actions have already been put into effect.

Name and phone number of responsible offxcer to whom o

[

queations should be addressed._;;ﬂ‘,“,,,. _ /

i

T Appraveneor Release.,2003/oslff27--_f: C’IA5R§P84-®780R§0W
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. y . : ) ’
Implementatlon (examples of actions that might beftaken)./
”l., Restrictions on the £illing of vacancies. ' . /.
" i2e - Fill vacated positions by Lnteragency transfers ;f
-~ rather than new hires. , -
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Soheldasim SRR
"} INSTRUCTIONS FOR CONTROL OF GRADE ESCALATION * 1
f " IN'THE GENERAL SCHEDULE = -
| " .
I Backgj_:oun_d

OMB Bulletin No. 72-4 requires a decrease in the average grade
of on-duty employees in an effort to reverse the grade escalation in
government. It further states that although there has been an overall
decrease of 12,000 employees between 1969 and 1970 the number of
- employees at GS-11 and above has increased by 14, 600, The Agency has .
25X1  decreased in overall GS employees by[  |from 1968 to 1971, but has
25X1 increased in GS-11 and above by| '

i Requirement

The Agency must effect a decrease in the average grade of on~-
duty employees one tenth of a grade in each of the fiscal yeaxrs 1972 and

1973, '

Il Responsibilities

The Director of the Office of Planning, Programming and Budgeting
will report to the OMB the Agency on-duty figures for 30 June 1971 and the
computed average grade as of that date, This report will be provided by
23 August 1971 as prescribed by the Circular.

Agency plans for achieving the required reduction in average grade
- will be provided to OMB by the Executive Director-Comptroller by 15
September 1971, as prescribed by the Circular.

Each Deputy Director and independent office head will be responsible
for developing a plan by 30 June 1972 to accomplish the required adjustment
of one tenth of a grade among his career sexvices, Each plan should be

N 'Aﬁp‘tdvéa For Release 2003/05/27 : CIA-RDP84-00780R004000050045-6
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- %4 patterned realistically and procedures developed to achieve the objectives, . /' "
/' These plans will be submitted to- the Executive Director-Comptroller not ' =%
.. later than 3 September for approval and incoxporation into the Agency-wide Lo
.+ plan. Format A (attached) should be used to report the statistical elements ' . -
Y of the plan, | ' e |

The Director of Personnel will monitor throughout the year all

‘ actions affecting the average grade of employees in Career Services and

.+ 1 cheek the validity of and compliance with the plan. Any adverse trends ;
- will be reported to the Deputy Director concerned. The Director of Personnel -

U - will not process any actions believed to jeopardize achievement of the SR |
. ", | Tequired reduction in average grade and will report regularly to the Executive . o
;- Dizector-Comptroller on progress. o oo Y
Ne‘ Procedures ' :
C R A, Each Career Service Head will submit a Career . ;
4o Service Personnel Plan for fiscal year 1972 as prescribed above. - I'
St o Such plan will consist of the following: S |
A L Number of people by grade as of 30 June ; - |
te +1971, This will provide average grade as of this date j
e - (Office of Personnel will provide). :
, 2, Less: number of people expected to R 1
. o separate by grade. (This includes resignations, T
' g retirements and changes of career service designations. I ‘
L Oifice of Personnel will be available for consultation and L ’
o aid.) ' ’ -
e 3. Plus: number of planned EOD's and conve_reions' o -
to the Career Service by grade. o '
: 4, Plus and minus: planned promotions by“; ; - , )
grade (each promotion {8 4 gain to the grade promoted -~ " " e
. as well as a 10ss to the grade from which promoted)s - . | i
. 'j'Z . ‘: ‘ ;
R pproved For Release 2003/05/27 : CIA-RDP84-00780R004000050045-6 |
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5. Total planned Career Service by grades.
' This will provide estimated average grade as of 30 June

11972, (Must be one tenth of a grade less than in subparagraph 4
.1 above. )

: ~ B. All pending promotions will be deferred until an o
- Agency Career Servme Plan for FY 1972 is approved by the Dxrector. :

Items for Career Sexvice Consideration

A, The key variables that affect the average grade of

. indicates that the combined accession and separation actions tend to '
- lessen the average grade but not usually to a sufficient degree to . .-
| offset the increase created by promotions. The attrition effect is ‘
 maximized by hiring at lower grades and resigning or retiring

~ employees in higher grades. The number of promotions that can be

. ~ granted will be controlled by the attntxon grade decrease and the
planned reduction goal.

ol B, Al positions GS-11 and above that become vacant
U should be carefully reviewed as to need before reencumbermg.

C. The organizational structure of each unit should be
rev1ewed to determine if existing staffing patterns are still
' appropnate in view of program changes.

D. Attention should be given to supemsory levels, -
'~ “with particular attention to the extent of "layermg and the need
- for Deputies or Assistants. -

E. “Each position that becomes vacant should be
R evaluated to determine whether it could be eliminated ox
R reetructured at a lower grade.

¢

. F. 3 St;affmg of new programs should be planned m a
mannex that wﬂl tend o Iower the average grade. S '

: Approved ‘For Release 2003/0 -QH—RDBS4-00780R004000050045 6
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G. The feasibility of using technicians where professmnal
scaff is not being utilized at theix full skill level should be explored. .

H. Promotions above the journeyman level should be
~limited to those necessary to fill vacancies in posmons of g'teater
responmbﬂxty

'For“ Release 2003/05/27 : CIA—RDP84400780R004000050045 6. .
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INSTRUCTIONS FOR COMPIETING THE "CAREER SERVICE

PERSONNEL PIAN" FOR FISCAL YEAR 1972

Below are listed the instructions by item number for the completion
of the CSPP:

Title and Date: These are filled in prior to submission to the
career services.

1. ON DULY: The on duty strength of the subject career service
as of the beginning of the time period i.e., 30 June
1971, This is completed prior to submission to
the career services.

2. SEPARATIONS: A combination of all factors which will reduce
the on duty strength count of GS Personnel in
the career service during Fiscal Year 1972.

2a. Loss to Agency: A permanent loss from strength not only to
the career service but also to thc Agency.

2b. Reassignments Out: A loss from the career service but a
gain to another Agency career service.
Example: An SP Careerist converting to
the S Career Service,

Placed on INOP: A temporary loss to the career service
strength for more than thirty days.

Other: A loss which cannot be covered above. Example: A
GS-15 employee converting to the SPS pay scale.
Specify the loss if possible.

ACCESSIONS: A combination of ail factors which will ifecrease
‘ the on duty strength of the subject career service.

LEOD's: Gains directly into the carecer service from outside
of the Agency. Does not include movements into the
career service from TAS or CTP.

Reassignments In: Gains from another career service such as
UD and SJ conversions.

Return from LWOP: Self explanatory.

Other: A gain which cannot be covered above. Example:
Conversion of a W, S, or L scheduled employee to
the GS pay scale,

L. PROMOTIONS (Net Effect): The net effcct anticipated promotions
will have on the GS grade spread.
‘Hence, a promotion from GS-09 to GS-10
will cause a net effect of +1 in the
GZ-10 colwm and a -1 in the GS-09
column.

La. Promotions to Grade: The new grade of the promoted employees.
- - T T This is to be treated as the positive
numper.

Yo. Promotions from Grade: The old grade of the promoted employees.
i This is to be treated as the negative
number.

The anticipated on duty strength as of the end of the
fiscal year. The average grade is to be filled in
prior to submission and it will be .1 less than the
average grade shown at the beginning of the fiscal year.

GROUP 1
EXCLUDED FROM AUTOMATIC DOWNGRADING
AND DECLASSIFICATION
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